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ABSTBACT 

This docu»ent>^ outlines the step^ necessary for the 
developaent and iaple mentation of a five-year plan for an educational 
system. It first presents a framework for a five' year program plan 
which includes a yearly statement of the goals of the organization, 
review or evaluation of the program, a yearly statement of ^ 
priorities, determination pf effort in each component of an 
organization/ and reporting. The document also looks at the process 
for developing a five year program plan an^ analysis^ skills 
development, report preparation, and work scope. (CD) 
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Introduction ' * . ' 

* > 

Designing a need ' respon*sive ^educational program 'for an educational, system 
'in a given region or place which emphik^es quality educational program, 
responsiveness to' employment opportunities, efficient use of personnel, 
and resources, careful facilities planning, utilization and investment 
•requires a c^ear interrelated framework for action. Thie framework should 
identify the present, the yearly,. and the ^ear future 'expectations of an 
-educational agency. The framework should- allocate existing and projected 
dollars, programs, personnel, facilities in terms of tTie specific Mission 
and ^Priorities of ^the educatiqnaX. agency as explicitly stated by the 
Governance Body. 

In one sense the framework serves -as a vis^ible road map for administration 
staff and as a clear amendable pattern for alloca^^g resources in terms of 
known directions. In another sense the framework is^the carrier system for 
connecting the different kinds of activities different persons and groups 
do to create the educational program and agency for the place they serve. 
In both instances the framework serves as a planning tool and its utilization 
by the group becomes the basis for a handbook on program development. 

The key objectives of this plan -discussed below are: 

(11 to develop a fram^ork fbr a Five Year Program Plan 

(2) to implement a process for developing, a Five Year Plan for 

a specific sj^te by June 30th in any given year beginning in 

late Fall or early Winter. 



A FRAMEWORK FOR A FIVE YEAR PROGRAM ' . ^ " 

achment A is^ a representation of the components of a Five Year Program'^ 
Plan. It should be noted that an organization can develop a plan by arti- 
culating the a(ctual status of organization activity at any given point in 
time. Once the< present status is completed^ filling in the gaps and amending 
the plan occurs as the yearly cycle of activities develops.. ^ In the case of 
an on-going agency, the cycle can be tapped as follows: i . * 

* A. Present Organization Sta*tus J^nalysis 

, (l) programs . * 

(2) personnel 
(30 facilities 
(A) transportation 

(5) equipment • . . . 

(6) budget 

B. Internal Reporting Development ■ ' ^ 
^^ (1) i^iistallation ^ / - 

(2) review of needs 

C. Mission Review 

D. \ » Organization Review- . 
^ (1) Boarcf activity and structure 

^ (2) management activity 

(3) constituency contact and feedback system 
Organization Priority Setting by Governing Body , 
Completion of Annual Plan ^ 
Completion of Five Year Plan . , 

The key to developing a 'Five Year Program Plan is a willingness on the part of 
the Administration, the Gov^ning Board, and the Staff and the Constituency to 
provide explicit written reports"-to each other. ^ * 4 
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The Five Year Plan includes all of the following pieces for each y^aj. 

' ' 1 ■ ■ ' . ■ 

Mission 

Any organization has a ratljer consistent purpose which it articulates uni- 
quely yearly. This statement should indicate the Values and Visions*of 
those in charge of the ocganizatiori at a given point in time. This statement- 
provides ongoing direction for review and priority setting for the organization, 

i 

The s^pecific site management team usually^has such a statement in different 
form^ floating around in peoples* heads. Existing material could be organized 
in a Mission statement form, ''The draft statement accompanied by some questions 
would be the basis for having a clear Mission statement as part of the Plan. 
.Someone^ needs to decide who is a&ked about Mission and who is the formal 
approval "^body for the Statement. 

II r Review y . 

0 Review is a three directional activity that: 

(a) checks the. Mission Statement for present afcceptability to the 
organization's g*overnance body % 

(b) checks organizatit)n status reports for effect in reaching Mission 
and gaps that remain , . . ^ 

(c) checks functioning of organization efficiency in allocating re- 
^ - sources to last yearns priorities. • 

This activity usually occurs at six-moftth Intervals December and June to allow 
for amgjjding plans to realities. The result of this activity is a yritten one 
page: document which lists good things that are on target, old things that^.need 
to be dropped, a few new things that need to happen, and any reallocations^or 
^ redirfecti|^expected with indication of the basJLs for action, e,g\, budget 

/* cut, loss of ^key staff 
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The specific site management team V70uld have to make explicit things like 
rate of growth, change in character of ^region, quaHty^^^pcpectatioit ajfid per- 
ception of program, dollar availability, etc. Iiv addition, an internal 
report from the ^dministrato;r would have to prepar^ a^ one page status* report 
on what happened,. what didn't happen, what could happen in terms of direc- 
tions previously agreed to at last , review,. In this instance, approval of 
the plan sfibuld be scheduled for midf-June as a check point on the plafrining 



process ajid the basis for installing the Five Year Plan. , 



ess aji 

/ 

III* Priorities 



The key document in providing 'context for organization activity is a^set'^of 
written priorities which indicate the major directions for activity for the 
forthcoming year. The Priorities document 'should indioatfes maintenance^ 
problem-SQlving and new" directions for the organization in terms of<lts 
Mission as, perceived by the Governance Body. The document should list no 
^more than six priorities for actionr^ four maintenance, one problem-solving, 
and one innovative. This statement becomes th^ basis for objectives for the 
management of the organization. 

The specific site management team has such priorities now that have grownX* 
" from using^pportunities as^^^y have developed. As the organization grows, 
some selectivity criteria will be needed. The priority setting activities, 
should follow the review process in June^and r'esult in a one page document^' 
*that states objectives £or 1976-1977 and objectives preseqtiy allocated to^ 
subsequent years, e*^Ts facilities planning in 1977-^979 

IV^ ^Organization Components ^ V ^ 

The Five Year P^an gives specific t^argets for a"ction in. each componeVi't of an 
organization. ^These targets are not specific achievement outcomes but ratier 
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types of activity in each component. For example, the^ro^ram's targets 

for year iipe may ba four Ofi^a U^ona 1 ^_ two -tn planning; ahd'for year three, 
\* ^ . , 

may *e ten operational,- two in planning, two in phase out, bne^^tn revision, 

* * \ ^ . 

Similar projections . are iha^de in personnel', budget, etc - A key'.i)art\pf a • 

^Five Year Plan ie to detennjne in advaiice |:he amount of persgjiriel effort 

^>p^ted in planning, evaluation, ^repQrting training as well as in operating 

* \ * 

* p'rogifams. . " v ' ' ' 

The specific site management team would develop inventories o^ existing prac- 
.tice^ a systematic fashion. By building up history,, trends and patterns ' 
could be identified. In addition/ by determining the scope of some activity 
in advance ^would allow f or the 'ef f ective^allocat^on of energy to organiza- 
^ tional growth rather than worrying.' Thus directions' and -type of information ' 
needed can, be identified at tjhe same time, 

V. Repjorting ^ ' ' . ' ' • * . 

■ In many instances reporting is included in' Organization Component^. ' Drawing 
it out as a key component of the plan allows for the identification of Wlidn 
-reports will be due and* the 'levels^of information due ffom different Icom- 
ponents. Then thfe use of reports for Mission revisipn, Qrganization* r,eview, * 
arid Priorities setting becomes a systematic occurrence.' "> j 

The specific site managemei^t team will need to develop a ^mpl^reporting 

system with identified^ report formats and written reporting^ responsibilities 

- , 
fo^j^l'l staff personnel including the director. The key to -a planning pro- 
cess is" written documents which record and evaluate th6 organization comjJ^nent? 
activity which the governing iDody can analyze in terms of Lission and* * 
-Priorities. ' ^ " 



ERIC 



-6- 



Process Tor Developing a Five Year Program Plan *■ 

The development- of a Five Yea^-Pfogram Plan requires the f oliowing 'activi- 
t^.es. The docun^entation of the materials , processes, prqducts and reports 
of the process becomes the historical .record of the process ^and the basis 
for^^eveloping a Handbook Tor Systematic Progtam Development a^id Monitoring. 
The following phases need to be accomplished to^ produce \,a. Five Year Program 
Plan Document. * ' v 



A. Framework Development . i " * 

. descriptive proposal ' ' " ' • t** i 

■ , < 

\ development of key questions for ea^h part 
*** 

. adaptation of sife specif icframework and key questions 
. ^revised framework including site specific questions 
. listing of persons or groups who will answer questions and descrip- 
tion of process tp be used to provide answers. - \ - 

^^B. Framework Analysis • . * ' ^ - * ^ 

. organization of answers into framework 

. allocation of answers to appr6priate level and yeax in franre\|ork 
. . development ^of. Mssing p,a*rts ^ ♦ " . \. 

. development of site specific reporting system including , 

timef schedule ' .^"^ 
H [development of prcrgram lists, forecasts, etc.*^ , 
. completion of ^ all components ' "' ^ ' 

. review of Five Year Plan .by Governing Board ' 

. revislon,,of plan as pe'r 'tequests of Governing Board and Administration 

^ r * 

. Plan approval by Goyerning Board * ' • 
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. Skills Development - * " * 

workshop pn clarif icatior) of framework and preparation of. specific 9. 
answers • • ^^^^ ^ ' 

^ • workshop on reporting system and content ' ^ 

^ . workshop on analysis and review of document, answers, mission, . 

4 " 

•priorities^ tlx^^ schedules, etc.. ' . . 
e . techniques for maintenance pf plan - 

Report Preparation 

. drafting and e;cpansion of key questions 
. organization o\ individual and group, answers 
I identification of missing parts 
« prepare completed' Five Y'ear Plan 

. prepare'draf t Handbook for Systematic Program Development 
. prepare analysis of 'process of project 
Starting at mdd year, it is possible to arrange a work schedule which would 

lead to the first semi-annual brganizatix>nal status report and review by 

« * 

mid-June. The following work scope would allow for this to occur: 




Work Scope ^ 
January 
. . prepare plan' 
^ *^ approve plan 
^ February • ' - ' 

\ questions drafted * 
• question revised (workshop) 

.-/Site' specif ic framework developed and approved 

■*>. V. . . « 

-ST. • . , 
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. answers provided by key groups 

. reporting^ system developed, and installed 

/ 

April 

draft Five Year -Plan with answers prepared <^ 



. rev 



iew of draft Five Year Plan with identif ication\)f missing parts 



May 

I <- ■ 

. filling in of missing parts 

. review of rep.ortiag system,^ * 

June 

. preparation* semi-anaual status report ' j 

. first semi-annual review held to 'develop actual Fiy'e Year Plan 

After Jkine ' ^ 

' * ^ A. 

. Five -Year Plan dcAument prepared ^ * . " * 

. Handbook pr§pa/ed 
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Present Year 



Fiv^ Year Program Pl^n 

Projected Year • Year III 



Year IV 



Year V 



I, MISSION Statement 
S What is purpose? 
♦ What, is vision? 



MISSION (Rev^ised) MISSION . 
What changes* need ^ 
to occur? ' - 

Base 



MISSION 



MISSION 



Govern ande 

iBody 

iDbmain 



II, Review \ 
. &ffectj 

• report 

III. Priorities . 



Review 



Review 



Review 



Review 



Priorities 



Priorities *Prioritie^ Priorities 



Administration 
Doinain 



mailitenanfce 
prQblem solving 
new 



IV. Organization^ 
Components ^ 
(1) programs " 

• what are they 
, ,why are they 

, what number we 
4 expect to educate 

• constituency**^ ^ 
» served . ' 

personnel 

who are they 
> how .select 
what training 
needed 

• how evaluate 
C3) facilities 

. what are they 
^ . how negotiated 

how utilized 
(A) tr'ansportation 
. what is it 

• „cost 
• ' schedule 

(5a equipraen,t'4. 
. wha't have' 
. cost 



(6) budget 

. what'Ms it 

. bow, expend 

: income sources 

, program* allocation 



Organization 

(1) programs 

. what changes 

needed 
etc, ^ 
new consti- 
tuency? 

(2) personnel \ 

. who needed. 



Organization Orgarrization Organization 
(1) what etc. 
. programs 
dropped 

etc, , 



3 

(2) persbnnel 
how use 
elsewhere 




(3) facilities • 
, type • 

utilized? 
, needs or gaps? 

(4) transportation (4) transportation 
, needs-gaps? 

• new schedules? \ 



(3) facilities 
wh5t acquire, 
build 



V. Reporting ^ 



ERLC 



component monthly reports 
seml-annuarl status 
reports 
. forecasts reports Wear iv 



(5) equipment (5 J equipment 
, vhat need? , what have? 

^h^t require? , what sell/ 

^ or give?/ . . ■ . 

(6) budget . 06")' budget * (;6)budget -J (6)bu5get 
, survival budget \ ^revised , capital , report 
,- allocation for allocation ' needs? on cost 

* growth? * . main- , e9st effective 

tenance 'experience* -ness? 
. growth 

Reporting v Reporting • , Reporting Reporting 



. report 

III. Priorities 

• maintenance 

• problem solving 

• new 



Priorities 



Priorities Priorities Priorities 



[Admini^stration 
I Domain 



IV. 



Organization 
Components 

(1) programs 

. what are they 
. why are they^ 
. what number we 
expect to educate 
constituency * 
J serve^ 

(2) personnel 

. who are they 
. how select 
. what 'training 

needed . / 

. how evaluate 

(3) facilities 

. what are they 
. how negotiated 
. how utilized 
C^) transportation 
. what is it 
. cost 
. schedule 

(5) equipment 

. what hav^e 
. cgst • 

(6) budget 

. vfhat^ is it ^ 

• how expend 

* . income sources 

. program allocation 



Organization 
(1) programs 

. what** changes 
needed 
^ etc. 

new consfei- 
• tuency? 



Organization Organization Organizatior 
(1) what et^, 
, programs 



(2) 



personnel -v 
• who needed 



(2) 



(3) 



(3) 



facilities " 
. -.type 
. yKitilized? 
^/ needs or gaps? 
(4') transportation (A) 
. need^s-gapfs? 
• new *schedules? 



dropped 
etc . 



personnel- 
how use ^ 
elsewhere 



facilities, 
what acquire, 
build 

transportation 



(5) equipment 
^. what need? 
. what require? 



(6) budget • (6) 
. survival budget 
• allocation 'for 
growth? , 



Reporting Reporting 

. component monthly reports 

, ' semi-annual status i 

reports ^ 
• forecasts reports yearly 
. needs reports^ yearjly 
. -organization accomplishment, 

report ye^arly 

• mission \ 
. priorities 

. programs 
. outcomes 

. eval^Qation ' • 

• expenditure ' ' *^ 
; Staff" and Board - * . 



(S) equipment 
. what have? 

• what sell 
or give? 

budget 
. revised 
allocation 
* .^main- 
. tenaYice 

• growth 
Reporting 



(6)budget 
. capital 

needs? 
. cost 
experience 



(6)budgel: 
. repo.rt 
on cost 
effective 
' -ness? 



Reporting Report iag 
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